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EDUCATIONAL OBJECTIVES:  The student will gain an understanding of the following:

1. Opportunities and challenges of I&I  duty.

2. Role(s) of the I&I First Sergeant.

3. Issues unique to I&I duty.

4. Critical areas of I&I duty.

5. Important Relationships for an I&I First Sergeant

6. Key reference material to have on hand.

7. Rewards of I&I duty.

OUTLINE
1.  Background.

a.  Opportunity or Obligation.  One of the most rewarding, yet challenging, assignments for a First Sergeant is Inspector Instructor duty.  As with other independent tours of duty this will be the learning ground for you and your junior staff members.  The knowledge and experience gained during this time can contribute greatly to your and their leadership capabilities.  As the 1stSgt of an Inspector-Instructor staff your attitude will determine the level of success and enjoyment you and your staff have on this tour of duty.

  
b.  Myth versus Reality.  Contrary to popular opinion, I&I duty does not equate to sitting on your hands in hometown U.S.A.  It is a unique assignment that presents you and your staff many challenges which can become either obligations or opportunities.  The outcome rests greatly on your shoulders as the senior enlisted Marine present.  Either before, or shortly after your arrival, everyone connected to your duty site will know who you are.  You will be sought out for advice and guidance, or to take care of issues that you never before thought you would be involved with.

2.  Roles of the I&I First Sergeant.  You read that correctly, roles; plural.  Some of your duties will be those generally accepted as belonging to a First Sergeant assigned to any Marine Corps unit.  You will also assume roles that are historically assigned to commissioned officers or Marines with experience in MOS’s other than your OCCFIELD.  Sometimes your duties will remain distinctly separate and at other times, they may become connected.  The roles listed below are separated into categories where you will most probably encounter them.


a.  Standard Duties.  As the First Sergeant for an I&I Staff, your duties will mostly mirror those of your FMF counterparts.  You are the role model for all Marines and it is your job to ensure everyone at your site; walks, talks, sounds, looks like and IS a Marine.  Duties listed in this category include;



(1)  Senior Enlisted Advisor to the commander (I&I)



(2)  Mentoring all Marines at your site to promote their professional growth and contribution to the Corps.



(3)  Monitoring the careers of all enlisted Marines at your site and advise them and your commander with recommendations for their professional progression.



(4)  Actively monitor the Performance Evaluation System and ensure your Marines’ fitness reports are submitted appropriately and in a timely manner.


b.  I&I Specific Duties.  As stated above, an I&I First Sergeant assumes roles that do not characteristically belong to a 9999.  Although these duties may appear tasking sometimes, they can actually be an opportunity for you to broaden your experience in ways that you would not otherwise have the opportunity to.  The list of duties below is not all-inclusive by any means.  For the 172 Marine Reserve Training Sites existing, there are probably that many additional duties that could be listed here.  Here is a short list of some key responsibilities:



(1)  Executive Officer.  I&I’s do not have either X.O.’s or an Assistant I&I. You will be your commander’s sounding board, honest broker, enforcer, etc., all wrapped up into one body.  It can be a pretty daunting concept with challenges all it’s own.  If you don’t exercise a competent balance of your billet as the senior enlisted Marine with the authority deligated to you by your I&I, it can become an unmanageable situation quickly.  Remember, there are normally officers at your site who would like the billet of XO but the table of organization doesn’t call for it, and normally the I&I prefers them to concern themselves with their commodity.  If he or she has faith in your judgement and maturity, you will be tasked with this billet.  Exercise it judiciously.  The flip-side to this issue concerns your SNCO’s.  Some SNCO’s will want to question either your authority for making some key decisions as well as your “stepping out” of the First Sergeant role (read; “you’re just the First Sergeant”).  Quell that immediately.



(2)  Mentoring your Counterpart.  You must remember, your counterpart is doubly professional.  Not only have they volunteered to lead a company-size Marine Corps unit, but they maintain a full-time civilian career as well.  Sadly, in today’s SMCR community, there are many SNCO’s who elect not to complete their PME in order to “purposely” be passed over for promotion to E-8.  This may sound ludicrous but it’s true.  The rationale is that E-8’s and E-9’s are the first group of SMCR Marines being forced to transfer on a rotational basis of three years per duty station.  With the opportunity to remain in the SMCR for 20 or more years as a GySgt, many Gunnys determine that they are satisfied to remain at that paygrade and remain also at that duty station.  By becoming a First Sergeant, your counterpart has already proven their value to the Corps as a whole in satisfying their PME and competing and earning their promotion.  Consider that when working with them.  You are their mentor, eyes, ears, role model, etc.  Even if you are junior in rank to them, you have probably already gained (and certainly will gain), more experience than they will be able to due to their limited exposure to what you encounter on a daily basis.  Share that experience with them.  Establish a positive and professional relationship from your first meeting.  There should never be a rift between you and your SMCR First Sergeant if you understand that the unit is theirs, not yours.  Instruct and Inspect.  Give guidance, educate, mentor, share, etc., then step aside and let them lead their Marines.



(3)  Mentoring your I&I.  New I&I’s are normally motivated Captains or junior Majors.  This may be their first command.  As is characteristic of young Marine officers, they will probably be eager to “take command” and blaze a new trail of professionalism and efficiency.  Don’t let them.  There are far too many opportunities to get into trouble out here, and far more too many distractions that can turn the officer’s well-meant intentions into blunders and/or tragedies.  Your I&I is the role model for their SMCR counterpart.  More importantly, he or she is also seen by your staff Marines as their protector during duty at your “outpost”.



(4)  Voting Officer/PES Officer, Etc,.  Sergeant Major Lee issued a memo a few years ago stating that 9999’s would not possess collateral duties.  According to the SgtMajor, a 9999’s duties already required their attention in virtually everything within a unit.  Their primary role is advisor to the commander.  True.  Tell that to your staff of nine Marines.  You will assume collateral duties while on an I&I staff.  Which ones are entirely up to you and your I&I but you must consider contributing to the workload placed on your Marines.  This doesn’t mean that you can’t have a junior Marine as your assistant.



(5)  Casualty Assistance Officer.  Who could be better to oversee such an important and honorable duty?  Officers are not expected to know the intricate details of drill maneuvers involved in burying a fellow Marine.  Nor are they historically known for researching, directing and effecting the most minute detail required to display the proper respect for lost loved ones during a casualty call.  It’s yours, grasp it and do the right thing.



(6)  BYDIR Authority.  Many First Sergeant are granted “By Direction” signing authority.  Duties involving “By Dir” may also include certifying unit diaries, weapons cards, etc. That is an issue best considered between your I&I and yourself.  If there are enough officers on deck to negate the need for you to have it, then it shouldn’t be done.  If it is required, you should be the only enlisted Marine possessing that authority.  



(7)  Balance of Trust and Judicious Cross-Checking.  Always trust your staff but know there is nothing wrong with asking the hard question.  Keeping them on their toes with judicious cross-checking of reference materials and follow-ups is healthy. Internal command inspections are a good way of gaging the readiness of your staff and the SMCR unit that you support.



(9)   T/O Integration.  You don’t integrate.  Many SMCR/I&I T/O’s are integrated.  First Sergeants are not integrated.  If your unit is recalled and deployed, most or all of your staff are integrated into the T/O and are then deployed with the unit.  The First Sergeant remains behind to work with the Peacetime Wartime Support Team (PWST).  The PWST is a team of Reserve Marines who are recalled as well, but their duty is to occupy the training site and maintain issues such as Family Support, Community Outreach, and others.

3.  Issues Unique to I&I Duty.  Like most other I&I duty considerations, issues which could be considered I&I-unique can be listed as applying to either your staff or SMCR specific.


a.  I&I Staff Personnel.  Some Marines of your staff will either arrive to your site with pre-existing problems, or situations will arise that can become difficult to address due to the non-FMF environment that you work in.



(1)  Less Qualified Marines.  Marines are required to have been screened for independent duty prior to detaching from their old commands.  Many times, a Marine will arrive at your site without the required vehicle licenses, MOS qualifications and other key items required to simply go to work.  You should screen any inbound Marines that you become aware of and call their First Sergeant immediately to inform the Marine about your site, and to ensure that they are quality Marines and not someone that is being transferred out of a unit due to incompetence.



(2)  Lack of depth.  This issue dovetails with being less qualified.  I&I is a taxing duty and is not for everyone.  Marines at your site need to be capable of working unsupervised.  Ensure you tell Marines that when asked by someone either inbound, or looking for a job.



(3)  Composition of Staff.  Your staff will be a composition of many classifications of Marines.  It will consist of active duty, active reserve Marines and occasional SMCR Marines who are on extended active duty orders called Active Duty Special Work (ADSW).  Monitoring fitness report schedules, pro/con requirements, selection boards, etc., can be very challenging when all these Marines’ requirements occur at different intervals.



(4)  Single Parents/Exceptional Family Members.  Being in one of these categories does not result in an unprofessional Marine at all.  But some side effects of these considerations are that some Marines in these situations are not as knowledgeable and should not be on this duty.  When this occurs, it is your responsibility to afford the Marine all opportunities to rise to the occasion.  You must exhaust all your efforts and leadership tools to teach them what they need to do their job.  If and when it becomes apparent that the problem is within them and their desire to perform, then it becomes your responsibility to work on getting them another job either inside or outside of the Corps.  If this becomes necessary during your watch, you must be fair, professional and consistant.



(5)  Communication.  Keeping your Marines informed, and vice versa can be a monumental task.  Have staff meetings regularly.  They are a pain and conflict with virtually every scheduled or non-scheduled thing you can think of, but they are necessary and will pay off in the end.


b.  I&I Site.  Some items that exist predominately at an I&I site are;



(1)  Community Outreach.  The list of community outreach issues is lengthy and include items such as Toys for Tots, Funerals, Color Guards, Mentoring Programs, and many more.  Just keep in mind to always be professional, keep on top of these things yourself and do the right thing.  Participation in the programs is directed by CMC so it will happen.  It is up to you to ensure that it is done right.  Get the appropriate directive or guidance on the issue and act accordingly.



(2)  Humanitarian Marines.  They will come from every corner of the earth and will possess problems and issues ranging from simple to diverse.  They will almost always arrive without warning and will never be prepared to address their own issues nor match your MOS requirements.  They will never become permanent members of your staff because you do not rate them.  Contact their parent command immediately and ensure they know you have their Marine.  Attach the Marine and immediately assign them to one of your SNCO’s, then quickly establish a timeline to address their issue and brief them on the HUMS process and what their opportunities are, and ARE NOT.  Get them back to their parent command ASAP.  If they misbehave while attached to your unit, address it appropriately, and if necessary, cancel their orders and send them home.  Maintain contact with HQMC, Mrs. Freed.  She is very professional, helpful and understanding.  



(3)  Public Relations.  Unlike FMF units, you will have a relationship with local media organizations and may be required to give interviews and/or comment on topical Marine Corps issues from time to time.  To them, you and your Marines ARE the Marine Corps.  It is not as important to say the “right” things as it is to “not” say the “wrong” things to the press.  If you are not completely certain about Marine Corps policy or the validity of your information, don’t talk about the issue, and don’t let your Marines do so either until your are certain the information you give is valid and supported by doctrine. 

4.  Critical Areas of I&I Duty.  The areas listed below are extremely important.  With exception of the first two, they are not listed in a specific order.  At times, each issue will rise to be your most critical one for the moment.  During your initial six months on duty, you should flood yourself with opportunities to read all you can regarding them and ensure you have programs on-site to address them.  For all of them there are directives that outline what you are responsible for.  For many of them, there are duty experts, contact them via phone or otherwise.  


a.  Casualty Calls


b.  Funerals


c.  Color Guards


d.  Public Relations


e.  Toys for Tots


f.  Marine Corps Ball


g.  Community events


h.  Budget/Fiscal Issues


i.  Weapons Accountability

5.  External Relationships.  There are relationships you will have with key individuals that are very important to your success which affect many aspects of your duty.  Some of those relationships are:



(1)  Recruiters.  In your duties you will become involved primarily with two types of recruiters. 




(a)  Prior Service Recruiters are “Active Reserve” Marines who are tasked with assessing Marines into the SMCR after they have exited active duty.  Establish communication immediately with these Marines.  Ensure that you are included in the cycle of events whenever a candidate is considering or being considered for joining your unit.  It is true, sometimes quotas do get in the way of good old fashioned Marine Corps common sense, and  that is when it is up to you to raise the issue of whether or not to accept the Marine.  




(b)  Active Duty Recruiters doing their normal duties and recruiting young civilians into the SMCR.  Key considerations here are that you should be kept informed by the local RS about people they have recruited to drill at your site.  All too often you will see young Marines receive NJP and demotions because a recruiter assessed the person to drill near the home where they enlisted, yet they attend a college which is five or six hundred miles away.  That private or PFC winds up paying out of their own pocket for drilling at your site.  After they begin missing drills, they get in trouble.  Your Career Planner should interview all poolees who will eventually drill at your site.  If you identify problems in this area, call your Sergeant Major or the local recruiters boss.  You should also know that every SMCR unit is tasked by HQMC to contribute to the recruiting effort.  SMCR Marines from your unit will be expected to satisfy a quota of referrals to local recruiters.



(2)  Local civic and fraternal organizations can play a major part in your unit’s mission.  Many of these people have been contributing their efforts long before your arrival and presume a sense of ownership and belonging to the function they participate in such as Toys for Tots, funeral support, etc., maintain and sponsor these relationships.  Many of them involve prior Marines and other service members.  Their expertise and advice can be great, however, do not lose focus of who is actually in charge and what is your primary responsibility.



(3)  You may be co-located with units of our sister services.  Treat them professionally and demand the same from your Marines.  Locate your counterparts within those units and establish a rapport with them.  If you share a building, establish scheduled meetings to communicate about issues or conflicts that may arise between members of both units, or items that you can work together on to benefit everyone.  Back one another up.  You may find the opportunity of swapping favors such as National Guard trucks during Toys for Tots season, etc,.

6.  Key Reference Material.  If you don’t have it, get it.  Keep your own copy and ensure your counterpart has their own copy as well.  Your office should be a reference library for any SNCO at your site.


a.  Marine Corps Reserve Administration Management Manual (MCO P1001R.1)


b.  Performance Evaluation System (MCO P1610.7) 


c.  Marine Corps Casualty Procedures Manual (MCO P3040.4)

d.  Service Etiquette (Naval Institute Press)

e.  Flag Manual/Drill and Ceremonies Manual 

f.  Uniform and Clothing Regulations

 
g.  Major Command Phone Books/Rosters

h.  USMC Leaders Quality of Life Directory

 
i.  Marine Corps Stump Speech

j.  Users Guide to Marine Corps Values

k. Counseling/Leadership Publications

l.  Directives pertaining to Collateral Duties

m. Reserve Guidebook

7.  Rewards of I&I Duty.


a.  Direct Impact.  You will have the opportunity to directly impact the appreciation and careers of numerous young Marines and help them become professional leaders.


b.  Independent Duty.  Due to the numerous non-standard duties that you will choose to accept, you will have experience in many areas that you would not receive in an FMF environment.


c.  Civic Connection.  Meeting civic organization members is always a positive benefit.


d.  Make an impact.  You can be the one Marine to change the direction your SMCR unit is headed.  Some sites can become stagnant, you may just be the one to kick-start it into motivating the Marines to be the hard chargers we all aspire to be!

 0611A-H-1

